matically built in. The management system serves as a structure within which all of the processes and activities necessary to ensure employee health and safety and environmental excellence are implemented. In simple terms, the system is the "glue" that connects all of the EHS activities and processes.
As mentioned in the previous column, international standards for quality management and environmental program management have been universally accepted (i.e., ISO 9000 and ISO 14000). The BSI Group, a British based organization, has developed an occupational health and safety management system standard, the Occupational Health and Safety Assessment Series (OHSAS) 18001 (BSI Group, 2(03). The OHSAS 18001 standard was developed in response to the need for companies 10 meet their health and safety obligation in an efficient manner. The OHSAS 18001 model is similar to and compatible with both International Organization for Standardization (ISO) 9000 and ISO 14000. All three standards follow a "Plan Do Check Review" cycle focusing on continual improvement for quality management, environmental program management, and health and safety program management (BSI Group, 2003; ISO, 2(02) . Many occupational health nurses work for companies that use one of these management models, and may already have implemented the system within the operation of their occupational health service.
For purposes of discussion, OHSAS 18001 will be used as a prototype of a management system occupational health nurses can use to ensure their occupational health services are being administered in a comprehensive and efficient manner. The OHSAS 18001 standard lays out requirements for a management system. It does not state specific health and safety performance criteria. nor does it provide detailed provisions for the system design. Specifications for OHSAS 18001 are presented in Table I along with implementation strategies. However, Table 1 does not address all of the specifications from the standard. Some components of OHSAS 1800 I not specifically addressed in Table 1 • Identify all legal requirements. • There must be procedures to identify and • Identify all other requirements such as company access the legal and other requirements that policies, customer and business requirements, and other are applicable tothe occupational health service.
aspects (e.g., wellness programs, disability man-• Occupational health objectives must be estab-agement), to ensure consistency with the policy. Iished and maintained. The objectives must be 2.Set goals and objectives based on the identified consistent with the occupational health policy, needs and hazards. Make the goals and objectives consider legal and and other requirements, and as specific and measurable as possible. address hazard assessment and control measures. 3. Develop specific action plans to meet the goals and • There must be a mechanism forachieving occu-objectives. Define responsibilities atall levels. pational health program objectives (e.g., docu-4. Implement the action plan mentation ofhow objectives will be met, who 5. Develop and implement a process to ensure that occuhas responsibility forachievement, regular pational health aspects are considered with all new review of objectives).
activities, projects, and process changes atthe location • The occupational health management program (e.g., the occupational health nurse reviews all requests must be reviewed at regular and planned fornew chemicals, layout of new work stations). intervals, and amended as needed (BSI, 1999). 6.The above must be a cyclical process. Periodically apply the objective setting process to ensure that the plan isalways current, that all occupational health aspects and location hazards are managed.
Implementation • The roles and responsibilities ofthe personnel
• Based on what needs to be managed, astructure must and who manage and implement the program activities be instituted and responsibilities assigned. The system Operation must be defined, documented, and communicated. must be documented. Procedures and requirements must • There should be procedures forensuring that be clearly delineated (i.e., who is performing what pertinent health and safety information is activities; how are the activities being carried out). communicated to and from employees and other • Training and communication must be undertaken to eninterested parties (Employee Training).
sure that all employees understand their roles and respon-• The organization shall maintain information that sibilities in relationship to the system (e.g., standard describes the core elements ofthe management operating procedures for all job tasks). Employees system. must be involved inthe process where appropriate. • The organization must have data and document • Procedures fordata and document control must ensure control procedures (BSI, 1999) . that data and documents: a) Can be located, b) are Note: implementation and operation specifications periodically reviewed, c) are removed from the system also include risk control and emergency when obsolete, d) are available where they are needed preparedness.
and, e) are appropriately identified when archived. • Records of the evaluations must be kept. determine whether the management system • Periodically perform self audits to determine whether is effective (BSI, 1999).
(Continued)
the management system has been properly imple-Note: checking and corrective action mented and is meeting your policy and objectives. specifications also include accident or incident investigation and corrective action.
Management • The organization's top management shall period-• Prepare and distribute an annual report for the
Review ically review the occupational health managelocation's top management. Include all objectives and ment system to ensure itscontinuing suitability, performance data. Include suggestions for needed adequacy, and effectiveness (BSI, 1999) .
changes and plans for program improvement.
._..
OHSAS =Occupational Health andSafety Assessment Series
The approach outlined in Table I will identify safety aspects the occupational health nurse needs to include in the management system. The information presented is intended solely to assist occupational health nurses who wish to use a management systems approach, not to prepare their health and safety service for OHSAS 18001 certification. For additional information related to the entire OHSAS 1800 I standard, one may access the SST website at hltp:/Iwww.bsi-global.com.
While OHSAS 18001 is a standards based management approach. the structure is not vastly different from other business management models. Unless an entirely new occupational health service is being designed. existing structures are in place to manage employee health. However, many occupational health programs evolved to meet the demands of the specific location without comprehensive planning. Implementing a management system such as OHSAS 18001 can be realized by improving. rather than replacing. current processes and AUGUST 2003, VOl. 51, NO.8 programs. An evaluation of the current occupational health program is the first step in development of an effective occupational health management system. One method to evaluate the current program is to perform a "gap analysis," (i.e., compare what is in place with what needs to be in place). The results of the gap analysis can serve as an action plan for implementation of an occupational health management system.
ENVIRONMENTAL HEALTH AND

SAFETY AUDITS
As mentioned previously, EHS audits have become an effective mechanism for corporations to ensure that aJl operations adhere to . applicable government regulations and internal requirements. According to Little (1990) , an audit is A systematic investigation or appraisal of procedures or operations for the purpose of determining conformity with prescribed criteria. Auditing differs from assessment in that it requires the collection and documentation of competent and sufficient supporting evidence.
Depending on company and location culture, EHS audits can be extremely stressful for aJl levels of location management. In some companies, manager performance evaluations can be tied to audit-findings. The stakes can be high for occupational health nurses as well. Fear of not "measuring up" to location expectations or concern about providing adequate evidence to satisfy auditors can produce enormous apprehension for occupational health nurses during preparation for and completion of the audit.
There are disadvantages and limitations inherent in the best audit program, especiaJly the financial, time, and human resources necessary to implement an audit program. However, there can be value added benefits from a company-wide audit program such as sharing information and best practices among locations, establishing relationships, improving communications, identifying trends, and setting priorities (Sobnosky, 1999) . Table 2 contains strategies occupational health nurses can use to help prepare for formal 
Plan your schedule.
During the Audit:
1. Be cooperative and straightforward with the audit team.
2. Ask to see the audit report before the closing meeting.
Post-Audit:
1. Be involved in review ofthe draft report and corrective action plan.
2. Always be prepared forthe next audit.
Audits can serve multiple purposes (e.g., verify regulatory compliance, assess management systems, identify risks). To ensure that a particular audit achieves the desired results, it is crucial that the objectives for the audit are completely defined and understood (Little, 1990) .
• Obtain acopy ofthe audit objectivesJprotocoVauditor checklist.
• Network with company colleagues who have already been audited for advice.
• Identify the gaps in your program by performing a pre-audit assessment, using the audit checklist if possible. Note, if the auditors are not going to use achecklist, design your own based on the audit objectives. • Correct any deficiencies inyour program if time permits. If there is not enough time to correct deficiencies, make sure appropriate location management is aware of the deficiency before the audit. (No one likes surprises inan audit.)
• Communicate and train your staff about all aspects ofthe audit. Make sure they are ready. • Involve the staff inthe self assessment and action plan to correct any deficiencies.
• Based on the audit objectives, assemble or copy alldocumentation that the auditors may request (e.g., written policies and procedures, training records).
• Assemble the documentation in one binderlfife for easy retrieval.
• Plan to attend the opening and closing meetings and any daily update sessions.
• Plan to be available throughout the entire audit if possible.
• If you are aware of adeficiency in a specific area, be candid about the deficiency. Inform the auditor if plans are already underway to correct the deficiency. • Help the information gathering and verification processes run smoothly (e.g., be available forthe auditors, help facilitate access to other employees if needed, have documentation available)
• Do not be afraid to challenge findings that are not completely accurate. Try not to "nitpick" details.
• If the written report is not available, ask to discuss any findings related to occupational health with the auditor (before the closing meeting). • Be prepared to discuss orexplain any occupational health findings with location management, if necessary.
• Ensure that findings in the report are accurately stated.
• Develop a corrective action plan (for identified deficiencies) that is feasible (l.e., time period is reasonable), and that clearly delineates how deficiencies will be addressed.
• Implement a management system approach.
• Ensure that you have access to regulatory and internal requirement revisions or changes.
• Perform ongoing self audits or evaluations.
• Continuously improve the occupational health program.
audits. Thus, they can approach audits with less trepidation and benefit more from the process,
